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PCPS AND TSCPA PARTNER TO LAUNCH
NATIONAL MAP SURVEY
An opportunity to benchmark your firm’s practice management
PCPS, the AICPA Alliance for CPA Firms, and the Texas Society of Certified Public
Accountants (TSCPA) are presenting a new—yet old and trusted—firm man
agement tool. The two organizations are partnering to launch the 2002
PCPS/TSCPA National MAP Survey. The co-branding of this national survey by
both organizations is consistent with the dedication and commitment that drive
both groups to assist and serve CPA practitioners.
The 2002 PCPS/TSCPA National MAP Survey will provide comparative inter
firm data that will help accounting practices benchmark themselves against
the best in their class.The survey’s intent is to assist accountants in identifying
the strong areas of their practices and to understand better the areas in which
they face challenges. “The biggest advantage of the survey,” said Rich Caturano
of Vitale, Caturano Inc., Boston, who led the PCPS task force that explored par
ticipating in sponsoring the survey, “is that firms have a way of benchmarking
against firms in their geographic area, their size range, and possibly in their
service niche. Firms can get an idea of whether they’re on track financially and
statistically.”
John Sharbaugh, TSCPA Executive Director, echoed Caturano, saying “It gives
firms information to help get a feel for how their practice stacks up against oth
ers’ practices. Hopefully, they can use that information to make changes in their
operations.The primary beneficiaries will be small and mid-size firms that don’t
have access to this type of information. There are other surveys out there, but
generally they apply to large firms. What’s most helpful to small and mid-size
practices is to know what other firms in their own area are doing in terms of
how they run their practices, what they’re paying in starting salaries, and things
like that.”

Based on years of experience
This year’s Web-based initiative leverages the long-stand
ing survey history of MAP practices. TSCPA has brought
useful survey tools and survey content to accountants for
26 years. What started as an initiative to survey account
ing firms in Texas, evolved into a multistate comprehen
sive tool to examine the issues practitioners in many
states face first-hand and to quantify their approaches to
addressing these issues.
The sponsorship of the survey by both PCPS and TSCPA
for 2002 unites the resources of both organizations. It is
also driven by a focus on survey success at all levels. PCPS
has contracted with an experienced, technologically
sound vendor who shares that commitment to quality in
collecting and analyzing data and disseminating survey
results.They have already proven their quality of delivery
and their ability to provide a satisfactory participant
experience on surveys.
The survey will focus on providing results according to
several respondent and professional classifications. The
classifications include firm size (by revenue and number
of practitioners) and geographic location. In addition,
reports will focus on broad topics and capture issues on
the minds of practicing firms.These will be reported in a
summary classification of respondents, a summary of key
performance indicators, selected firm characteristics and
policies, as well as a percentage-income statement, just to
name a few.
“We did not do a lot of reinventing of the survey, only
refinement for contemporary issues.” said Caturano,
whose firm has used the survey in past years. “We left it
alone, but our plans are to continue to refine it to make it
even better in future years.”

Wide-ranging participation
As part of the survey initiative, an outreach program was
conducted with all U.S. and U.S.-affiliated state societies
as a means of obtaining nationwide participation. Each
U.S. jurisdiction was invited to participate in this year’s
survey. State societies that elected to participate are
enabling their public practice members to obtain a pre
ferred pricing structure for the survey reports, including
state and local survey results. In addition, all participating
state society organizations will receive the survey results

that compare their states’ results with those compiled for
the nation.
The survey is being conducted throughout the month
of September. Practicing member firms are encouraged to
participate. According to Caturano, it will take about an
hour to complete online. “It’s not going to take as long to
complete as it has in the past,” he said. “It’s more stream
lined and efficient.”
Following compilation of results and the completion of
a survey report, results will be available in mid-November
2002 to PCPS members, survey respondents, and partici
pating state societies. The general public will be able to
purchase the results. Free access to all results is a benefit
available without charge to all new and current PCPS
members.
To find out more about the survey initiative and the
PCPS organization, visit www.pcps.org.
And watch future issues of The Practicing CPA for
updates on results and a survey wrap-up.

PCPS, an alliance of the AICPA, repre
sents more than 6,000 local and region
al CPA firms.The goal of PCPS is to pro
vide member firms with up-to-date
information, advocacy, and solutions to
challenges facing their firms and the
profession. Please call 1-800-CPA-FIRM
for more information.
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GENERATIONAL TRANSITION:
CONFRONTING CLIENTS' FEARS
AND ASSUMPTIONS
How to break down the barriers to effective succession
planning
Carolyn R. Rodenberg and Lance D. Woodbury

“I don’t have plans for five years from now—even a year
from now! When I come into the plant each morning, I
figure out the plan for that day.” This was the response of
an active 65-year old owner of a multimillion-dollar busi
ness in the Midwest when asked by a trained facilitator
about planning for the future of his business. For several
years, his 40-year old daughter and 42-year old son, both
in the business for more than 20 years, and the company’s
long-time CPA were waiting for the owner-manager to
talk about transitions. The family trusts and estate plan
were in place, but the “who and how” of future business
operations was a topic that was avoided.
The businessman’s children and CPA did not press the
subject because they knew it would be a difficult and
emotion-charged conversation involving personal and
family issues. They were avoiding the conflict, which is
common in family or closely held businesses, but the fear
of conflict often prevents planning. Avoiding transitional
or succession planning, however, is an almost certain
path to delayed conflict.

The baby step
Since the fear of conflict leads to silence on the part of
family members, who is going to take the difficult first
step? Although the CPA may also fear causing conflict by
broaching the subject of succession planning, it is his or
her responsibility, as the company’s primary business
consultant, to overcome such fears and encourage clients
to begin the planning process. Such an approach should
be objective, with the focus on separating the past from
the present and pointing the business toward the future.
CPAs are well aware of the potentially devastating impact
of a lack of planning. It is a “live volcano”—a disaster wait
ing to happen. An unexpected death or disability often
results in turning a business’s management over to a rela
tive or employee whose inexperience and indecision can
be debilitating to the business.
Because the CPA usually has a close, trusted relationship
with the client, she or he is in an excellent position to
advance the entire planning process from the initial con
versations through the plan preparation. To be effective,
however, the CPA may need to be trained in facilitation
first. Another option is to “partner” with a professional
facilitator or mediator, with the CPA sitting on the “same
side of the table” as the clients and advising them.
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Looking to the future requires that people face their
fears and assumptions. A CPA aware of the issues most
commonly encountered can help clients identify the
underlying issues that may be barriers to effective
planning.

Dispelling anxiety
The most common fears that keep family business
owners and managers from dealing with the future
include:
• Loss of identity
• Loss of control or power
• Not being needed
• Boredom
• Death
• Risk
• Lack of future resources
• Failure

The first step in helping the client deal with the future
is to address the subject, assuring him or her it is perfect
ly natural to be apprehensive when thinking about retire
ment or changing roles. The CPA may find it useful to
remind the client that people in similar circumstances
often experience fear of one or more of the issues listed
above. Once people realize their fears are not unique, ten
sion and anxiety abate.

Expressing unexpressed assumptions
To make reasonable and workable transition plans, it is
also necessary to clarify the client’s assumptions.
Unexpressed assumptions—often mistaken—cause con
fusion when planning. Some assumptions, such as the fol
lowing, are frequently wrong:
• Ownership transition and management transition are
the same thing.
• Men and women work the same way.
• Loyalty and commitment mean the same thing to
everyone.
• Only sons want to—or should—assume leadership
roles.
• Family members can work without competitive com
pensation.
• The business will continue to operate as it has in the
past.
• Only participating family members want to own busi
ness stock.
• Adult children want to keep the business going.
• Parents are still in control.
• The culture of the business will not change.

Discussions that confront fears and clarify assumptions
about the transition generally lead to an understanding
that good planning is required to preserve the business.
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Fostering openness and inclusiveness
Although the CPA is a business adviser, he or she need not
design the transition plan. In fact, as the facilitator, the
CPA should ensure that the right people are involved—
family members, whether or not they participate in the
business, managers, key employees, and owners—and
encourage open, honest communication. In a family busi
ness, planning needs to be a collaborative process involv
ing all of them; the best and most lasting decisions are
those created by the people directly involved.
Even though the interests of these groups often over
lap, their individual concerns, assumptions, and expecta
tions, as well as their personal and professional needs,
need to be explored during the planning process.
Excluding people can lead to greater misunderstanding
and broken relationships, which only defeats the purpose
of the planning. When adult children and their spouses
are unable to share in the decisions that will affect their
lives directly, an otherwise good plan may fail.
The next step for the CPA as facilitator is to confer with
all parties individually on a confidential basis. Through
such interviews, the CPA can get a picture of the role
each individual plays in the family or the business. During
the interviews, the CPA facilitator can help uncover
underlying issues that need to be addressed by asking the
following questions:
• What are your personal goals for the next 5, 10, or
15 years?
• Do your goals for the future include active participa
tion in the business?
• What would you do differently?
• What is going best with the business at present?
• How are decisions made in the business?
• How do family members get along and communicate
with each other?

Meeting in the DMZ
After the interviews, the issues needing discussion will be
clear. A confidential family meeting should be held, on
neutral grounds, if possible—not at the family home or
business, which can have symbols, some invisible, of
power, control, and parent-child relationships.
At the meeting, the CPA facilitator should disclose only
authorized information and establish discussion guide
lines that promote open and honest communication. The
goal of the meeting is to have a balanced discussion as
the parties search for common ground and to create a
vision of the company’s future and the family members’
roles in this future. To reach this goal, the CPA facilitator
encourages family members to discuss their hopes and
expectations for themselves and the business. It is critical
that older and younger generations “stand in the other’s
shoes” for a minute to understand each other’s todays and
tomorrows.
During the discussions, the family members may be
tempted to avoid conflict by ignoring or brushing aside

sensitive issues. At this point, avoiding such issues will
only lead to deeper conflict in the future. Using openended questions beginning with “How” and “Why” will
encourage the parties to deal directly with information or
subjects that seem unimportant, embarrassing, or confi
dential, but that relate to the transitional planning.
The CPA facilitator must be both self-aware and aware
of others’ feelings. It is important to take everything that
occurs as relevant and work with differences that arise by
asking individuals why they hold certain attitudes or
opinions.The facilitator’s primary task is to acknowledge
and validate individual attitudes, opinions, and percep
tions. Sometimes a simple “Uhmmm . . .” or nod of the
head is all that is required.
Balancing the power of the various parties can best be
accomplished by ensuring that each person has an
opportunity to participate. It is appropriate at times to go
around the table and ask what each person is thinking or
feeling. The CPA facilitator can encourage less assertive
individuals to participate by asking them to summarize or
restate what has just been said.
To create a strong future for the business and further
facilitate the discussion, the CPA facilitator may find that
asking the following questions is beneficial:
• What’s the best thing that would happen if we didn’t
create this plan?
• What’s the worst thing that would happen if we don’t
find agreement here?
• What are your hopes and dreams about this?
• What will this lead to in three or five years’ time?
• Imagine yourself in the future, say 10 years from now.
What do you see?
• How will your children or grandchildren see this?
The process outline above is a good way for families to
start talking to each other in a group setting, which often
is a totally new experience. It also can develop greater
trust among family members and strengthen relation
ships. When everyone begins to “own” the problem, the
future can become clearer or at least a bit less threaten
ing.
Once agreement is reached about the transition, the
CPA can begin to create the proper documentation to
ensure that future. A well-thought-out generational transi
tion plan does not guarantee success of the business, but
lack of a plan does invite failure.
Carolyn R. Rodenberg and Lance D. Woodbury are
mediators and facilitators. Rodenberg is founder of
Alternatives to Conflict, Waynesboro, Virginia (540-9418928). Woodbury is with Kennedy and Coe, LLC, Garden
City, Kansas (woodbury@KCOE.com).
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THE CARE AND NURTURE OF CLIENTS
One small firm’s strategies for getting and keeping
clients

Internally the firm uses Microsoft Outlook to maintain
customer contacts and share key information. The con
tact portion of Outlook categorizes contacts and allows
easy e-mail and snail-mail contact.

Recognizing referrals

Clients defect from their CPA firms primarily because
The firm sends birthday cards to all clients. The top 20
they believe the firm lacks interest in them. Being
clients and referral sources receive Thanksgiving gifts
ignored, not being kept informed, and allowing partner
each year. Everyone who has referred a client in the prior
contact to lapse were commonly cited complaints of
year gets a Thanksgiving gift.
clients who discontinued their relationship with a CPA
The gift-giving is effective. “It’s what most people
firm, according to consultant Ronald J. Baker, speaking
remember,” McNeill says. The gift is not “terribly expen
at the AICPA Practitioners Symposium in Las Vegas,
sive.” One year it was sports jackets with the firm’s logo;
June 3-5.
another it was a heavy-duty flashlight. They avoid giving
Treating clients right, keeping in touch with them sys
food gifts because they want the gift to be something the
tematically, and listening to them have helped the firm
receivers will keep. Over the years, people have gotten to
Mackey McNeill Mohr, PSC, Fort Wright,
where they look forward to receiving a
Kentucky, maintain strong client relation
gift and will say, “Now what are you
ships. Consequently, business continues
going to do for Thanksgiving this year?”
to grow as the firm attracts new clients
“We grow our business by referrals,”
“
We
encourage
and creates opportunities to provide cur
McNeill says. For developing clients in
negative comments
rent clients with additional services.
the investment management area, she
The firm has two main divisions. The
has found current clients and divorce
from clients at
wealth management division includes
and estate attorneys are good resources.
advisory board
investment management, financial plan
Divorce attorneys, for example, often
ning, and income tax preparation servic
meetings. We want
work with a wife who never has handled
es. The other division is business servic
any money, but suddenly she’s going to
to get complaints
es. In recent years, the firm has increased
have $2 million. The attorneys are con
out so we can deal
its emphasis on growth consulting, work
cerned about the referral’s integrity and
ing with clients on their strategic plans,
with them.”
how the firm will relate to the client.
marketing, pricing, and other issues.
To encourage referrals, the firm devel
McNeill says, “We basically help them
oped a formal system to let referrers
reconceptualize the business, probably
know they’re appreciated. For about the
putting some strategy to it for the first time in their lives.”
last 10 years, when a referral comes to the firm, an e-mail
Mohr Financial Services, the second company, is the reg
goes to the receptionist with the name of the referrer.The
istered investment adviser. McNeill has a Series 65 license,
receptionist places the name on the VIP board. Then the
which, with the AICPA’s PFS (Personal Financial Specialist)
receptionist prepares a thank-you note and gives it to
designation, is sufficient qualification to meet Kentucky reg
McNeill so that she can write a personal note to go with
ulations. When the firm started the wealth management
it.
group, they decided to get out of the audit business.
The point of the VIP board is that, when other clients
Clients have common issues in that they have built or
come in and see the board, they want to know how they
are building substantial wealth. Virtually all of them are
get to be a VIP. It presents an opportunity to let clients
closely held businesses or high net worth individuals.
know that you’re getting referrals and that maybe they
can be a referral source.

Keeping relationships strong
Among the many contributors to the firm’s success is the
diligence of McNeill and her staff in maintaining strong
relationships with clients and other professionals who
refer clients to the firm.
The firm uses weekly team meetings to discuss the
concerns of top clients. At the meetings, the team
reviews contacts, issues, and work for the firm’s top 20%
clientele. Mackey McNeill is very concerned about build
ing a business, not just doing a job. As a result, all team
members share responsibility for client care, contact and
relationships.
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Listening to clients
More recently, the firm has hosted client advisory boards,
groups of 8 to 10 people who share their perceptions of the
firm’s work and suggestions for improvements. One group
focused on wealth management and tax services; the other
on business development and corporate services.
The groups consisted of some of the largest clients,
some referral sources, and a cross-section of other clients,
some of whom used only the firm’s compliance services
and others who used its value-added services. “I wanted
to do some marketing while they were there,” McNeill

S

said.“I was hoping that the value-added clients would talk
about those services and that would pique the interest of
those who use just our compliance services.”

Diffusing Complaints
Although McNeill facilitates other meetings for clients,
she did not facilitate these. Instead, she engaged someone
else because she was afraid her facilitating would dis
courage clients from offering negative comments. “If
someone has something negative to say,” McNeill said,
“they’ll tell 10 people. If they have a negative comment,
we want to get it out so that we can deal with it, at least
diffuse it. So we wanted to encourage people to be nega
tive. Sometimes there’s nothing you can do about a com
plaint. But if you listen to it and diffuse it, then maybe
they won’t tell other people about it.”
The meetings were productive, resulting in good ideas
and interesting perceptions (see the sidebar below).
Among the results: Business valuation services have been
added to the menu of services; the firm has evaluated
additional money managers; and a succession plan will be
in place January 1,2003.
All clients received the list of comments and sugges
tions in the firm’s newsletter, along with an invitation to
give feedback to McNeill via e-mail.

Few regrets
McNeill is considering merging the groups—the wealth
management and the business group. “One reason I sepa
rated them is that our business clients generally aren’t
our investment management clients. This tells me we
need to do more cross-selling of investment management
services to our business clients. The challenge is that all
of their assets are tied up in their business while they’re
working.”
McNeill says further, “One of the things we’ve done—
very strategically—is focus on our consulting services as
opposed to our compliance services. What has happened
to us over the years because of that is now people come
to us because of consulting. And that consulting is one of
two things: either investing, generally socially responsible
investing—so we’ve got a little different niche there—or
growth consulting. Once they come in for one of those
two reasons, they become compliance clients. This hap
pens often, 80% of the time, as opposed to when they
come in for compliance and then they ask for consulting
services. It can work the other way, but I find it’s easier
generally through the consulting route.”

COMMENTS AND SUGGESTIONS FROM CLIENT ADVISORY BOARDS
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Wealth Management and Tax Group

Business Development and Corporate
Services Group

We are not well known.
Offer alternative money managers.
Sometimes it is unclear what our fees cover.
We are responsive; we return calls promptly
and take care of requests quickly.
Clients are not aware of all the services we
offer.
Clients trust us.
Prepare simpler reports.
Consider unbundled services.
Clients do business here because we sell no
products, accept no commissions, and
work just for them.
We work as a team, but don’t transition well.

We are well known.
Have chocolate in the reception area!
Clients are not aware of all the services we
offer.
Fixed price agreements work well.
We need to offer more tax planning.
The VIP referral program is great.
We need to focus on retention; time over
skills is important.
Hire a few men!
Develop a transition plan for Mackey.
Consider adding business valuations.
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PCPS
UPDATE

Clarifying the New GAO Standards
Do you have questions about how the new GAO inde
pendence standards will affect your firm? Over the past
few months, the PCPS Technical Issues Committee close
ly evaluated some of the more ambiguous components of
the new standard and, along with other AICPA commit
tees, submitted questions to the GAO, requesting an inter
pretation of the new rules. The GAO’s response and the
complete Q&A are now available on the Web.
The document answers questions regarding the under
lying concepts of the new independence standards. It
also addresses questions regarding whether a CPA firm is
in compliance with the new standards if it provides such
services as:
• Tax return preparation
• Bookkeeping services and preparation of draft finan
cial statements and trial balances
• Strategic planning
• Support in preparing the annual operating budget

Log on to http://www.gao.gov/govaud/ybk01.htm
to print out the 73-page Q&A or to read specific portions
of the interpretation. This information will be useful for
any firm that needs to comply with the new standards.
Keep in mind that the effective date is now January 1,
2003.

• Learn about the most recent regulatory and legislative
developments
• Identify the implications for your firm
• Hear presentations on how to manage risk and partner
quality control, accounting firm liability, scope of serv
ices, the future of niche and practice groups
• Network with your peers in firms of all sizes — from
sole proprietors to the largest firms in the country

Key speakers include senior management of many top
regional CPA firms, as well as David Walker, Comptroller
General of the GAO, James Castellano, Chair of the AICPA,
and Barry Melancon, President of the AICPA. Participants
can choose to attend for one, two, or all three days of the
event. Registration will be limited to 500. For more infor
mation, or to register now to secure your spot at the
Forum, please call 1-800-265-1975.

CPAs invited to October TIC meeting with the
FASB and GASB
The October meeting of the Technical Issues Committee
is the annual meeting held with members of the FASB and
GASB. The meeting is scheduled for October 3rd and 4th
at the FASB/GASB offices in Norwalk, CT. The meetings
are open to the public, and practitioners are welcome to
attend and to voice insights or concerns. TIC also meets
in executive session before the meeting with the Board
representatives, but CPAs from PCPS member firms and
state society committee members are also welcome to
join TIC for this closed session. If you would like to attend
or would like more information, please contact Linda
Volkert at 212-596-6040 or lvolkert@aicpa.org.

Concerned about new legislation's impact
on accounting?
Attend the MAP Forum in November!
Now that Congress has passed new legislation on
accounting reform, CPAs around the country have ques
tions about how it will affect their practices, both in the
next five months and the next five years. Here’s a chance
for CPA firm leaders to learn more about the implications
of the new laws.
The PCPS Management of an Accounting Practice
(MAP) Committee has teamed with North Star and the
AICPA to create a three-day forum this November to
guide firms through this turbulent time.
Date: November 11-13
Place: Phoenix, Arizona
Location: The Pointe at South Mountain

This ground breaking summit will provide attendees up-tothe-minute information on developments in the profession’s
regulatory status, and essential information to guide decision
making at firms large and small. Come to the forum to:
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LETTERS TO THE EDITOR
The Practicing CPA encourages its readers to write let
ters on practice management issues and on published
articles. Please remember to include your name and
telephone and fax numbers. Send your letters by e-mail
to pcpa@aicpa.org.
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ESCAPING THE E-MAIL ONSLAUGHT
Tips for coping with e-mail overload

Many corporate computer users open their e-mail appli
cations with dread, fearing an unavoidable deluge of com
pany memos and messages, newsletters, and personal
notes, along with unsolicited junk e-mail (spam). So
threatening to productivity has e-mail become that a new
consulting service is developing: advising on how to cope
with this negative aspect of the technology.
In his self-published book, Cut the E-mail Glut, one such
consultant, Mark Ellwood, offers advice on managing the
overload. Ellwood’s cardinal rule is to stop treating e-mail
as a high priority. Responding immediately to e-mails tends
to create a false sense of urgency. Consequently, people
will expect you always to respond immediately although
your time may be better spent doing something else.
One way to avoid stopping what you’re doing to respond
to the latest message is to disable the notification feature in
your e-mail software. Not only are these notifications dis
tracting, but also they often freeze your computer screen
until you acknowledge receipt of the message. A better tac
tic is to set aside a particular period or certain times in the
day to read and reply to your messages.

CHANGING ATTITUDES TOWARD
FAMILY BUSINESS FINANCE
Helping cash-strapped family businesses shift their
financing paradigm

When it comes to finance, no family business has the lux
ury of hoarding cash forever. Time will force the issue.
When a family firm reaches the third or fourth genera
tion, it typically runs out of cash and the owners must
rethink how to finance the business. Change is thrust
upon them.
Many families have to change their attitudes about
financing their businesses — their financing paradigms —
to find sources of capital that they haven’t so far needed
to find. In doing so, family members may need to stretch
beyond their comfort zones as well as their culture.

The preceding is from an article published by The Family
Business Advisor. The article continues with a discussion
of the options available to family businesses that need cap
ital. To read the entire article, visit http://www.efamilybusiness.com/cgi-bin/SoftCart.exe/articles/
0802.html?E+mystore2.
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